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what people are writing about

BOOKS

The Human Side of Planning:
Tool or Tyrant? by David E.
Ewing, The Macmillan Company,
New York, 1969, 216 pages, $5.95.

Long-range planning has been
embraced enthusiastically by oper
researchers, industrial engi
neers, and other groups that tend
to stress quantitative approaches.
As a result, this author feels, there
has been too much emphasis on
mechanics and not enough on hu
relations. In this book he
seeks to redress the balance.

economic affairs have become
more complex and more intermesh
ing, business success has become
more and more dependent on
planning. Long-range planning, of
ten characterized by the use of
specialized staffs and elaborate
procedures, has become something
of a fad in industry.
Yet, says Mr. Ewing, “An alarm
ingly high failure rate has charac
terized the past efforts of execu
tives
industry, government, the
military, and education. . . general
impressions and observations. . .
seem to leave little doubt that
plans and programs. . . have failed
at least as often as they have suc
ceeded, and probably more.”

It can be argued that planning
is inherently subject to failure be
cause of the obvious difficulties of
predicting the future. Even so, Mr.
Ewing feels, the fact that some
planning has been spectacularly
successful in some very
circumstances and the fact that the
quality of planning tends to im
prove with experience suggest that
most of the failures are avoidable.
Planning, he concludes, “has
gone wrong because it has been
defined too often in terms of eco
nomic analysis, production capacity
projections, distribution schedules,
acquisition formulas,
demand, and other
cri
teria—these terms almost to the
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exclusion of the people’ aspects
. . . But it is people
make
planning work. It is for the benefit
of people that plans and programs
are designed
the first place.

“Obsessions" identified
Mr. Ewing identifies five “obses
sions” that have led to neglect of
the human side of planning: pre
occupation with physical facilities
and programs, overemphasis on the
company’s external environment in
stead of its internal potential,
of the
(overengineered) ap
proach to people, lack of flexibility
in planning stemming from the no
tion that
future can be blue
printed, and too much reliance on
personnel oriented toward quanti
tative methods.
People in an organization tend to
resist change—or, rather, they resist
being changed by other people,
especially planners. This is particu
larly true of those who are happily

ced
as
of the
“the
es
themembers
a aa
the
the
difference
S.
British
computer ”
tablishment.
their
a
They also suffer from what Mr.
Ewing calls “operating myopia,”
the“ tendency to absorb themselves
in operating routines at the ex
pense of planning efforts. They are
averse to risk, particularly if
plan seems to jeopardize their im
mediate interests in the interests of
some greater good or if it clashes
with some project they have set
hearts on.
As is always true when people
are concerned, the solutions are
less simple than the problems. Mr.
Ewing is considerably less pat in
his positive prescriptions. He does
offer a “modest collection” of laws
for “so guiding people in
or
ganization that their actions will
affect the future in consistent and
desired way”:

Suggestions offered
A viable program meets
needs of (a) the formal organiza
tion, (b) individuals, and (c)
groups.
“Effective planning is incomplete
planning.

“Every well drawn plan is out
of date by
it is in use.
“Planning creates antiplanning.
“The planning leader who is ef
fective for a sustained period has
political power.
“Good planning does not always
succeed.
“The act of planning itself
changes the situation in which the
organization operates.”
It is hardly surprising that Mr.
Ewing is less successful in solving
the human problems of planning
than he is in pointing them out.
Nevertheless, this book should be
read by everyone who is involved
in planning, if only for the problem
analysis.
And reading it is
far from
painful task. Mr. Ewing’s style is
both simple and vivid, and his
position on the faculty of the Har
vard Business School gives him ac
the
cess to a host of fascinating anec
dotes and case histories.
major
time

”
 the


The Computer Prophets by Dr.
Jerry M. Rosenberg, The Mac
millan Company, New York, 1969,
192 pages, $5.95.
This book briefly describes the
lives and work of fourteen men
who among them were responsible
for the development of the modern
digital computer.

No one man, says Dr. Rosen
berg, deserves full credit for
invention of the computer. He
traces its lineage from Blaise Pas
cal, the mid-seventeenth-century
French mathematician who pro
duced the first “truly operable”
calculating machine, to Dr. Robert
Fano, who played
role in
Project MAC, Massachusetts Insti
tute of Technology’s pioneering
time sharing system.
In this book Dr. Rosenberg has
set down simple, lively biographies
of these two and the fourteen in
between them whose work he ranks
highest in computer development:
Gottfried Wilhelm Leibniz, who
developed the first calculator usa
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ble by both mathematicians and
bookkeepers; Charles Babbage,
whose “
engine was the
direct intellectual ancestor of the
electronic computer; George Bar
nard Grant, the first American to
design and sell sophisticated cal
culator; Dorr E. Felt, inventor of
the comptometer; William
Bur
roughs, who perfected Felt’s design
and laid the groundwork for a
giant corporation; Herman Holler
ith, developer of the first punch
card system; Howard Aiken, devel
oper of the Harvard-Mark I com
puter; Thomas J. Watson, builder
of IBM; John W. Mauchly, J. Pros
per Eckert, and John Von Neu
mann, the men behind Sperry
Rand’s ENIAC, EDVAC, BINAC,
and UNIVAC; and Alan M. Tur
ing, developer of the first
.
of
As Dr. Rosenberg tells it, their
lives make a single continuous
story of scientific progress. It is a
story that should be interesting
 to
the general reader as well as to
computer specialist, for its tech
nical aspects are very simply told
—so simply, in fact, that the reader
cannot always be sure he has really
been given the scientific principles
involved.
The book is awkwardly written
and carelessly edited; the sentences
are poorly constructed, sometimes
even ungrammatical, and one para
graph is used twice in the course
of the same biography. But the
inherent fascination of the material
easily overcomes the deficiencies
style.

Financing for Small and Medi
um-Sized Businesses by Harry
Gross, Prentice-Hall, Inc., Engle
wood Cliffs, New Jersey, 1969, 235
pages, $19.95.
This “comprehensive practical
guide to all personnel engaged in
fiscal management” has some real
istic-sounding case studies and an
unusually detailed discussion of
sources of funds. Otherwise, it dif
fers little from the standard texts.
59
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Small and medium-sized busi
nesses,
the purpose of this book,
are defined as companies “with acute
and increasing need for additional
funds for growth, but with serious
limitations on sources of funds to
be borrowed.” As might be sur
mised from the preceding state
ment, from the viewpoint of this
book financing techniques for small
and medium-sized businesses differ
little from those of larger busi
nesses. As result, the book itself is
not very different from others on
financial management.
The first part of the book, on
financial planning, takes up the
problems of financing growth, the
financial organization and its re
sponsibilities, the importance of
working capital, cash management
and budgeting, management of in
ventory and accounts receivable,
handling of capital expenditures,
and detailed
for cash
analysis and control. The sec
ond part, on sources of funds, has
chapters on banks, private institu
tions, government agencies, equity
financing, and mergers and acquisi
tions. The final section reviews the
factors that influence the choice
among short-term, long-term, and
equity financing and summarizes
the book.
The book does have, however,
two
that set it apart from
the run of the mill. One is the sec
tion on sources of funds. These
chapters, each introduced by an
effusive blurb from
representa
tive of an institution whose activi
ties are relevant to the category of
sources of funds discussed, read as
if they had been written by the
endorser rather than by the au
thor. For one thing, they are in
general more grammatical than the
rest of the book; for another, they
seem to be written from the point
of view of the lender rather than
the borrower. They are, however,
remarkably thorough in their cov
erage; the chapter on government
aid, for examples, lists every state
industrial development agency
(with address) and the tax incen
tives, if any, that it makes available.
The other notable feature is the
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illustrative case studies scattered
throughout the book. They are sim
ple, vivid, and realistic; they read
as if they actually had been drawn
the author’s own consulting
experience.
These two features may be
enough to justify the relatively
high price of this book as com
pared to
standard texts.

Management Through Systems
and Procedures: The Total Sys
tems Concept by William F.
Kelly, John Wiley & Sons, Inc.,
New York, 1969, 556 pages, $13.95.

Described as a guide to systems
and procedures work, this fat book
is really a textbook for almost the
whole field of management con
sulting.
This book, according to its pref
ace, is a survey presentation of the
“full panorama of the systems and
procedures field.” That panorama
is astonishingly broad, for Mr.
Kelly apparently classifies as part
of systems and procedures virtu
ally everything that might be done
by someone operating with the
currently unfashionable label of
“efficiency expert.”
The approach is substantive as
well as procedural. Like most au
thors on systems and procedures,
Mr. Kelly tells how to
systems
study. Procedural chapters deal
with initiating
systems project,
fact gathering, systems analysis
and design, forms design and con
trol, preparation of manuals and
written procedures, report writing,
oral presentations, gaining accept
ance of new proposals, installation,
follow-up, and placement and or
ganization of the systems and pro
cedures department.
Interspersed with these chapters
are others dealing with the sub
stance of various fields in which
the systems man or consultant
might operate. These include cor
porate organizational structure, the
management audit, plant and office
layout, time and motion study, and

data processing (more than 200
pages, covering accounting ma

not programing,
, computers,
a and
feasibility studies). Despite the
subtitle, little is said about the
total systems concept.
This book would seem to be well
suited for use as a basic textbook
in a course in management con
sulting—or, since such courses are
rare, for the use of a consulting or
accounting firm in the orientation
of its junior staff. The book is, as
the author notes, directed mainly
to the student and beginning prac
titioner; however, its substantive
chapters, generously illustrated
with sample forms and checklists,
make it a useful reference book
as well.

Distribution-Free Statistical Tests
by James V. Bradley, PrenticeHall, Inc., Englewood Cliffs, New
Jersey, 1968, 388 pages, $12.95.

This author outlines statistical
techniques for use when the popu
lation to be studied lacks
nor
mal distribution—a situation that is
more common than many business
men realize.
For years the business commu
nity has been deluged by publica
tions that extol the virtues of deci
sion making based upon evidence
arrived at after the data have been
subjected to various statistical tests.
Often the user of these statistical
models does
understand the
underlying mathematical theory;
he is interested in the results of
the models, not in their mathe
matical sophistication.
The result, unfortunately, is all
too frequently
erroneous deci
sion. The fault, in this author’s
view, lies with the “cookbook” ap
proaches that are commonly pre
sented both in business schools
and in industrial seminars.
Mr. Bradley’s
in the field
of applied statistics has dealt with
nonparametric or distribution-free
statistical tests. These methods are
regarded by many as viable tools
Management Services
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to replace the standard statistical
tests (often referred to as para
metric tests).
In this book Mr. Bradley asserts
that
tests which pre
suppose a normally distributed
population, i.e., z, t, x2, F, etc., are
of questionable validity. The rea
son, he says, is that the possibility
of actually finding a normally dis
tributed population is remote.
Then he goes on to develop all
the nonparametric tests needed to
replace the parametric ones. His
exposition, although it is intended
as the antithesis of a cookbook, is
well within the grasp of
who has not been frightened away
from mathematics by high school
algebra. Many of the formulations
are in terms of elementary proba
bility theory, which presupposes
only a knowledge of permutations
and combinations.
This
and well written text
book may serve provide the bus
iness and research community with
valid and structured alternative
to the traditional parametric tests.
Edward Lusk
Northwestern University

Practical Charting Techniques
by Mary Eleanor Spear, Mc
Graw-Hill Book Company, New
York, 1969, 394 pages, $13.50.
Designed as a practical manual
for those who make, use, or view
charts, maps, and diagrams, this
book is probably very close
the
last word on the subject.

It may well be true, as the pub
lisher claims, that this book on
charting by graphic analyst who
formerly served as visual informa
tion specialist for the Bureau of La
bor Statistics, is the "ultimate refer
for anyone who makes or uses
graphic presentations for illustrat
ing statistics or economics.”
Certainly it is hard
imagine
that there could be anything else
to say about charts. Types of charts
covered include line charts (with
such subdivisions as multiple-curve
January-February, 1970

charts, multiple-time charts, index
charts, step charts, frequency dis
tribution charts, histograms, loga
rithmic charts, and fan charts),
surface charts, column charts,
charts, pie charts, stereograms, cos
mographs, profile charts, silhouette
charts, ranking charts, Gantt charts,
PERT charts, flow charts, organi
zation charts, and map charts.
Other types of visuals, such as pic
torials and cartoons, are discussed
too.
The book also explains all
mechanics of charting—proportion
ing, enlarging and reducing, lay
lettering, templates, taping,
crosshatching, air-brushing, etc.
And there is guide to the various
reproduction methods—photostats,
ozalid, offset, lithography, letter
press, silk screen, gravure, xerogra
phy.
The author tells how to decide
which type of chart to use, how
to
with statistics, how to
guide
draftsman, and how to
display the charts once they are
prepared. An unusual chapter on
"cheating by charting” warns of the
kinds of distortions and optical illu
sions that can and do occur—inten
tionally or unintentionally.
A book like this, while hardly
suitable for light reading, is an in
dispensable reference for the li
brary of any organization that has
occasion to prepare reports and
presentations requiring illustration.

Modern Factoring by Irwin Nai
tove, American Management Asso
ciation, Inc., New York, 1969, 127
pages, $5.00 (paperbound).
This useful little book attempts
explain, chiefly for the benefit of
financial executives and their ad
visors, what factoring is all about.

Despite the antiquity of factor
ing, factors and the services they
offer are
well known outside
the industries—principally textiles
and others with highly seasonal
sales patterns—that traditionally
have made
of them.

https://egrove.olemiss.edu/mgmtservices/vol7/iss1/10
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Now that many so-called oldline factoring firms have been
merged with commercial banks
(Mr. Naitove’s firm is
part of
Chemical Bank New York Trust
Company), the factors would
expand into new
and
new services. This book is one of
the results.
Mr. Naitove defines factoring as
the outright sale of accounts re
ceivable without recourse. The fac
tor assumes the credit risk and
handles all details of collection.
Thus—for a fee—the factor's client
sloughs off his credit risk and at
the same time gains access to a
number of services—credit screen
ing, collection,
receivable
bookkeeping, inventory control,
and a wide variety of management
information reports, along with ad
vice on marketing and other prob
lems.
Mr. Naitove explains the services
the
d domestically
and ainterna
to 
tionally, standard factoring proce
dures, and the mutual obligations
of factor and client (with sample
contracts). His style is clear and
interesting, and he manages to be
relatively objective, even when dis
cussing
pros and cons of using
factor in various situations.
One of the most interesting fea
tures of the book for CPAs is Mr.
Naitove’s report on the extent
which factors are offering compu
terized data processing services.
After all, as Mr. Naitove points
out, the factor "already has records
containing information that the cli
ent needs to control its business,
information that serves as the basis
for inventory control by shipments,
sales statistics, salesmans commis
sion statements, material necessary
for sales projections, market analy
sis, and more. (Several factoring
companies have already developed
the necessary software and tech
niques and are now supplying cli
ents with these reports.)
“In addition, the factor is prob
ably much more efficient in
keeping methods and management
control reporting. With the ad
vance of the factor into areas of
more sophisticated record keeping,
61
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the client’s demand for more ser
vices will no doubt accelerate.”
This
the
surmises,
have an appeal to companies that
have little interest in the financing
elements of the factoring technique
but have great interest in the area
of specialized services.

Briefly listed
Organization Analysis by A. D.
Newman and R. W. Rowbottom,

Some
a
thebanks.
not
n unusual
Illinoisprocessing
Universitycontrol,
covered
Press,
dent
Carbondale,
Illinois, 1968, 139

pages, $7. Meetings
Another outgrowth of the seem
ingly inexhaustible findings of the
famous Glacier Project (a British
study by the Glacier Institute of
Management), this book presents a
“clearly defined, thoroughly tested
framework for the study of organi
zation structure.” Topics
include the individual’s executive
and other roles, manager-subordi
nate relationships, other executive
role relationships, executive com
munications and meetings, assign
ing and assessing work, people in
executive systems, the social envi
ronment, and control. Appendixes
include a sample “role specifica
tion” (job description) and
dis
cussion of a “cybernetic view of
executive activities.” There is little
in this book that is new, but its
theories seem sound enough.

Management Guide for Engi
neers and Technical Administra
tors by Nicholas P. Chironis,
McGraw-Hill Book Company, New
York, 1969, 376 pages, $11.50.
This compilation of magazine arti
cles, most of them from Product
Engineering (of which Mr. Chiro
nis is an editor), touches on vari
ous aspects of management, from
human relations to PERT.
of the articles are applicable to
all management — organization,
management development, decision
making, creativity, communications
—and some are specifically engi
neering-oriented — cost estimating,
project scheduling and
62
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technical data organization and re
trieval. The articles, reproduced
photographically from the original,
have
been updated and are of
variable quality.

search design; sources of data;
methods, techniques, and tools;
and reasoning to conclusions.

The Executive Use of Computers
by Edward Tomeski, Collier Books,
a Division of The Macmillan Com
pany, New York, 1969, 146 pages,
$1.50 (paperbound).

MAGAZINES

 opening chapter


The
of this
paper
back aimed at executives provides
a good summary of the structure
of
new technology, including
data
The computer is ex
plained briefly; the focus of the
book is on such management prob
lems as organization, staffing, and
control. Lists of computer manu
facturers, data
organiza
tions, and publications; a glossary;
a bibliography; and 18 exhibits are
features
in books of this
type.
Business
That Make
Business by John Lobingier, Jr.,
Collier Books, a Division of The
Macmillan Company, New York,
1969, 146 pages, $1.50 (paper
bound).
This guide to conducting meetings
is lively in style and sound in
content but does not go into much
detail. It has, however, some useful
tips on how to handle such special
(though not uncommon) problems
as no-show speakers, slow-moving
waiters, and late arrivals.

Business Research: Concept and
Practice by Robert G. Murdick,
International Textbook Company,
Scranton, Pennsylvania, 1969, 226
pages, $3.95 (paperbound).
Written as a textbook, this book is
addressed primarily to college stu
to 
might also
s, but itwher
to be useful
beginning practitioners of mar
keting, personnel, or economic re
search or to junior consultants. It
takes up such topics as the scien
tific method in business research;
problem identification; preparation
of research proposals; business re

Why Does Project Management
Fail? by Ivars Avots, California
Management Review, Fall, 1969.
The many instances where pro
ject management fails overshadow
the stories of successful projects,
says this author, a management
consultant with Arthur D. Little,
Inc. In this article he attempts to
explain why.

Project management, the pre
dominant operational technique in
the aerospace industry, is being
used increasingly by companies in
other industries. It is the preferred
approach, Mr. Avots says, where
the project is a one-time one,
where the task to be accomplished
is bigger than those the organiza
tion is accustomed
handling,
support.
e the task is highly complex
towhere
a
to
and involves
interdependence oftoa
number of departments, or
the task is particularly significant
the company.
Yet, the author claims (without
offering any supporting evidence),
project management is unsuccess
ful more often than not. Mr. Avots
lists six reasons why:
“The basis for a project is not
sound.” (His discussion of this
point is not very clear; he seems
to mean that the activity should
not have been put on a project
management basis
in the first
place.)
“The wrong man is appointed
project manager.
“Company management fails

provide enough
“Task definitions are inadequate.
“Management techniques are
appropriate.
“Project termination is not
planned.”
As
result of his analysis, Mr.
Avots has ten suggestions
offer
management:
Management Services
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“When starting off in project
management, plan to go all the
way.
“Do not skimp on the project
manager’s qualifications.
“Do not spare time and effort in
laying out the project groundwork
and defining work.
“Insure that
packages in
the project are of the proper size.
“Establish and use network plan
ning techniques, having the net
work as the focal point of project
implementation.
“Be sure that the information
flow related
the project manage
ment system is realistic.
“Be prepared to continually re
plan jobs to accommodate frequent
changes on dynamic projects.
“Whenever possible, tie together
responsibility, performance, and
rewards.
“Long before project ends, pro
vide some means for accommodat
ing the” personal goals of the em
ployees.
“If mistakes in project implemen
tation have been made, make a
fresh try.”

Decision Making and Fallibility
by Joseph D. Couglan and Wil
liam K. Strand, The Price Water
house Review, Summer, 1969.
This article is a chapter from a
recently published book by these
authors which deals with depreci
ation. It does not stress techniques
of accounting for depreciation,
however, but rather certain gen
eralizations about decision making.

They identify the following
sources of error
decision mak
ing: errors in scope (the scope is
too narrow for the decision); errors
in data (because of
misunder
standing of the theory that should
be applied to
problem); errors
in theory (because the decision
maker ignores or refuses
accept
a theory as applicable); and the
simple mistake which may be
arithmetical or judgmental.

Capital budgeting
The authors, after defining the
types of errors that may occur,
review several areas of decision
making: capital expenditures, con
trol and financial accounting, and
taxation. To illustrate problems of
capital budgeting, they assume that
capital asset is being installed
instantaneously at the end of year
zero. The decision maker should
be aware, they warn, that cash ex
penditures during a lengthy con
struction period will be required.
At the end of the asset’s life, when
it is retired, a lengthy and costly
demolition or removal process may
be necessary. It is more realistic to
stress the accuracy of the estimates
for cash flows early in the asset life
than for those the later years. As
practical matter, cash flows in
the short term have more equiv
alent value
the decision maker
than do those in the long term.
“For control and statement pur
poses company should select real
istic lives and depreciation meth
ods most appropriate to its opera
tions regardless of the alternatives
available for tax purposes,” the au
thors say. They prefer depreciation
methods that reflect actual activity
factors for reports to shareholders.

Despite the aid of computers,
the executive himself still
wrestle through
a decision. De
cision making, these authors say,
Tax decisions
is not merely numerical process,
Depreciation is also
factor in
not just a weighing of costs in the
the third area, tax decisions. In
search for economy, and, most
protecting and enhancing the
assuredly, not a process with a
” for a author.
past
role
sup  is
from
s’ position,
management
corpo
finite end. The intangibles,
“duty bound to reduce the 
factors impossible of price-tagging,
rate tax liability by claiming the
and the consequences, those widen
maximum
depreciation deductions
ing ripples from the central splash
permitted by law Business
and consistent
—they will always be present.”
January-February, 1970
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with sound business and tax plan
ning. Separating depreciation con
siderations
the financial and
tax viewpoints “reflects the fact
that technical factors play a domi
nant role in tax determination but
an insignificant
in manage
ment calculations.” The authors
therefore recommend that tax de
preciation computations be handled
separately. Schedules should
port the annual deductions and re
concile the depreciable asset’s tax
basis with book figures.
In conclusion, the authors enu
merate several “general observa
tions regarding the choice among
alternative possibilities”: (1) Al
ternatives must be capable of sup
plying the same services. This en
sures that they are really alterna
tives. (2) Only the differences
among alternatives are important
in choosing among them. (3) The
best alternative often is not con
sidered at all. (4) Doing nothing
is often
valid alternative. (5)
Decisions are made for the future;
no decision can affect the past, and
the
should only rarely affect
the future. (6) Go ahead and make
the decision; do not delay unneces
sarily
lack of data. The decision
is the goal, not the homework re
quired to gather the data.
Chiou-hsiung Chang
Louisiana State University

Behavioral Science and
—the Changing Scene by Wil
liam H. Read, Canadian Chartered
Accountant, September, 1969.
The traditional, multi-layered
business or government organiza
tion may well be approaching obso
lescence, and the more flexible,
task-force type of management
structure looks very much like the
requirement for the future, accord
ing to this


As a developing field, behavioral
science faces the dual challenge
of building a substantial body of
knowledge dealing with the older
problems of organization while at
63
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the same time keeping pace with
the anticipated dramatic changes
the organizational world. Dr.
Read, professor of behavioral sci
ence at York University, presents
three contrasting yet interrelated
approaches to the study of organi
zational problems.

Three viewpoints
The first viewpoint is the struc
tural approach. Under this ap
proach
most dynamic elements
the organization are considered
to be the structure, arrangement,
and content of the jobs that people
perform. People are involved in
this type of analysis, but the
phasis is on the tasks that they are
performing. Solutions hinge on re
design of tasks.
The second viewpoint is the
people approach. This more tra
ditional approach starts with a
study of the
of indi
viduals and the interpersonal rela
tionships within and among groups.
Solutions hinge on the making over
of people and relationships. One
interesting way of accomplishing
this is through the use of T-groups,
also known as sensitivity training.
The aim of this method is for the
open
two
inment.
a now
en
tobiases.
the
icipants
performance.
questioned
a toato tolerate
to
work
alearn
discomfort
and pain of facing, in
not
a
groups, other groups with opposing
outlooks and
More effective
teamwork
should
result
second
a from this
increased tolerance.
The third viewpoint is the sys
tems approach, resolution of the
first
views. Tasks and people
are seen to be so interconnected
that they must be considered to
gether. Organizations are viewed
as
systems which are subject
to the influences of external forces.
The analysis focuses on the various
subsystems that constitute the
tire system.

The changing scene
Dr. Read takes
close look at
two specific issues of importance in
behavioral science. The first of
these issues is management style.
Traditionally, behavioral scientists
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have accepted two generalizations
the management process:
First, the vertical, manager-subor
dinate relationship is the most im
portant one for the proper func
tioning of the organization. Second,
democratic
of management
is superior to an authoritarian
style, since the former encourages
better decisions and more moti
vated

Pyramid questioned
Recently the first part of this
view has been
by some.
There is a growing concern with
lateral relationships among staff
specialists and line managers on
the same level in the organization.
The key to progress in many situa
tions is cooperation among people
at the same level.
Two continua are proposed by
Dr. Read—a continuum ranging
from a collegial, democratic lead
ership approach to directive, au
thoritarian leadership approach
and a continuum ranging from
team management
man manage
From these continua Dr.
Read draws three conclusions: (1)
There is a trend away from direc
style

 of
tive  andform
toward
collegial type
management as well as
trend
away from man management
toward team management, involv
ing lateral cooperation among spe
cialists and managers; (2) though
these trends are unmistakable,
there are exceptions to them, such
as the desire of unionized workers
to participate in the manage
ment process; (3) the collegial ap
proach is often abused by man
agers who encourage suggestions
but ignore them in actual decision
making.

Those factors that cause satisfac
tion when present do not neces
sarily cause dissatisfaction when
absent; (2) work incentives can
be separated into allegiance fac
tors (primarily salary) and per
formance factors (primarily stimu
lating work); (3)
hierarchy of
motives exists, with those at
top being operative only after the
lower-order ones are satisfied; (4)
monetary incentive plans can be
effective motivators; (5)
or
ganization and job design have a
marked influence on worker moti
vation; (6) a clear definition of
realistic organizational goals can
be a powerful motivator.
Behavioral science must meet
the challenge of the coming dra
matic changes
the organizational
world. It is becoming increasingly
evident that while authority rela
tions and their related discomforts
will continue
exist, the
that
they take must be altered. Rapid
communication, systematized deci
sion making, and team manage
ment will be demanded by the
new technologies.
James C. Hamre
The University of Wisconsin

CLASSIFIED
HELP WANTED
TREASURER-CONTROLLER (ELEC
TRIC UTILITY) — Experienced electric
utility accounting executive is needed for
highly responsible career job with Guam
Power Authority. Initial contract two
years or longer. Family and household
moving expenses paid with housing allow
ance and other fringe benefits provided.
Starting salary negotiable in range of
$17,000 to $20,000 according to individ
ual qualifications. If you have a record
of accomplishment and seek a real chal
lenge and some island living send your
resume to Guam Power Authority, P.O.
Box 26196, San Francisco, 94126

MISCELLANY

Motivation
The
of the issues is work
motivation. Recent studies show
that organizational life itself is
a source of gratification to the
worker. There is much debate
about which factors matter most,
but there are few generalizations
which can be safely made: (1)

WORLD FUTURE SOCIETY, publisher
of The Futurist, is nonprofit, nonpartisan
association devoted to serious study of
possible future developments. For infor
mation, write: World Future Society,
Box 19285-M, Washington, D.C. 20036.

RATES: Help Wanted, Professional Oppor
tunities and Miscellany 50 cents a word,
Situations Wanted 30 cents a word. Box
number, when used, is two words. Classi
fied advertisements are payable in advance.
Closing date, 5th of month preceding date of
issue. Address for replies: Box number, Man
agement Services, 666 Fifth Ave., N.Y. 10019.

Management Services
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